Effective Use of Library Consultants by Webster, Duane E. & Lorenz, John G.
Effective Use of Library Consultants 
DUANE E. WEBSTER 
JOHN G. LORENZ 
INTRODUCTION 
ALLINSTITUTIONSMUST RESPOND to environmental pressures, and librar- 
ies are no exception. In the last few years libraries have experienced 
severe erosion in purchasing power at a time when budgets are becom- 
ing tighter, the demands for service are becoming louder and more 
articulate, and the world of publication is redesigning the way informa- 
tion is made available. In general, libraries must do more with less. 
They must make fundamental changes in the way they operate, includ- 
ing improvements in technical systems, organizational structures, staff 
behavior, policies, decision-making processes, and ways of solving 
problems. Library leaders have a responsibility for planning and direct- 
ing change that goes beyond reacting to crises as they occur. This 
requires executive judgment that combines a library-wide perspective of 
opportunities and challenges with the application of tools that facili- 
tate change.’ With the pace of change, the dimension of many organiza- 
tions, and the complexity of today’s environment, greater attention has 
been drawn to consultants who can bring additional skill, knowledge, 
and experience into the library in order to facilitate change. 
Consulting is a common organizational and social process in 
which professional advisors attempt to help a client solve a current or 
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anticipated problem. Librarians, lawyers, social workers, and other 
service workers are frequently engaged in personal helping relation- 
ships that are consultative in nature. But in an organizational setting, 
the advice and assistance is aimed at altering institutional performance. 
Management, technical, or other professional experts are retained to 
assist library staff in solving problems, implementing new systems, 
redesigning organizational structure, or improving work methods and 
relationships. The process involves the consultant, the client, and the 
target for change, i.e., the problem. 
Unfortunately, however, libraries frequently secure limited results 
from employing external consultants. There are examples of librarians 
being reclassified as nonprofessionals by business consultants not con- 
versant with the functions and roles of librarians. Library buildings 
occasionally turn out as architectural experiments that resemble super- 
markets. Or, more frequently, consultants are retained to study a prob- 
lem, but their report is quietly shelved and never heard of again. Part of 
the problem is the result of limited consulting capabilities available to 
the profession. Most librarians do not have formal training as consul- 
tants, thus limiting the possibility of thi\ capability coming from 
within the field. The large consulting firms do not have an important 
enough market in the library area to warrant development of specialists 
for libraries. The lack of an adequate pool of consultants is one con- 
straint, but a more important one is the way librarians select and use 
consultants, which is often due to a lack of experience in identifying, 
retaining and managing these resources. 
Obviously, many consulting arrangements end with satisfactory 
results. Consultants can help significantly by providing an independent 
point of view; substantial savings in time, money and energy; and 
specialized expertise that is essential in resolving particular problems. 
Consultants contribute imaginative solutions to current problems and 
their advice can help the library prepare successfully for the future. This 
paper explores how consultants can be better used to contribute to the 
process of change and improvement in libraries. 
THE ROLES AND LIMITS OF CONSULTANTS 
A consultant can perform a variety of functions to help resolve 
problems, improve performance, or secure action. The consultant may 
act as a trainer, fact-finder, researcher, diagnostician, conflict negotia- 
tor, or system designer.2 There are times when these functions may 
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blend and fluctuate, and there may be circumstances in which the 
contribution of the consultant is not clearly defined or understood. 
Objective assessment of the situation is a typical consultant role. 
Here an outside party is asked to spend a brief period of time reviewing 
the situation, identifying key issues, and making recommendations for 
change and improvement. Occasionally, there are particular problems 
calling for attention, such as staff complaints, fiscal inconsistencies, 
faculty concerns, unsuccessful introduction of new technology, or pro- 
ductivity problems. On other occasions, these brief reviews are part of a 
periodic visit conducted by the institution’s governing group to see if 
the situation is as good as it appears and where future opportunities for 
improvement might exist. In this role, the consultants use their special- 
ized knowledge, experience or skills to gather information, provide an 
objective assessment, and make recommendations for change. The pro- 
duct is usually a brief report along with some verbal explanations. This 
role helps the institution confront sensitive areas more constructively, 
and allows administrators time to continue dealing with ongoing 
concerns. 
Another role is technical advisor. Here the consultant is a technical 
expert who may be engaged to determine technological needs, design a 
system, revise currently existing systems, or implement a new system. 
Technological developments are a common problem area for libraries. 
New techniques and tools require new knowledge and skills. Fre- 
quently the library staff doesn’t have an adequate level of experience 
with technology to plan for its introduction or to operate new systems. 
Machine-based information services are an example of a situation in 
which the organization cannot rely upon the vendor or producer of the 
service for objective advice. It becomes valuable to retain a competent 
consultant to help the library decide on the best system, how to install 
the system, and how to provide training to make the most effective use of 
it. The result can be more extensive use of new technology, lower costs, 
and a higher success rate. The advantages of this role are that the library 
secures technical expertise it may not be able to afford on its staff, and 
that interest is stimulated in experimenting with new methods. 
A third distinct role is organizational problem-solver, a traditional 
role of the consultant. Here a specialist is called in to assist in resolving a 
particular problem. For example, in the performance area, the library’s 
collections or services may be found lacking, a unit’s productivity may 
be declining, the library’s overall capacities may be severely limited by a 
stable budget, or the users may be demanding new services, better 
accommodations or improved collections. Or, there may be staff prob- 
lems characterized by low morale that is affecting the ability of the 
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library to do its job, turnover which requires costly replacement, or 
efforts by informal groups to gain public review of internal problems 
which continue unresolved. Finally, there may be management prob- 
lems that need attention. The client sees some symptoms of malfunc- 
tioning: staff are polarized, departments are not working together, users 
are complaining, or a hostile climate exists. In other instances, there 
may be opportunities that need to be seized, such as a sudden availability 
of training funds, a university-wide planning process, or introduction 
of a new system. Depending on the client’s definition of the problem the 
consultant may be an advocate for certain changes or may simply 
provide a problem-solving process. One advantage of this approach is 
that it provides added resources and points of view to the problem- 
solving process. It stimulates action, offers a response to the situation, 
and adds some new ingredients that may prove useful. 
A fourth consultant role is a training and educating function. In 
this capacity external resources are employed to plan or operate various 
training activities. Some consultants specialize in helping clients assess 
the training needs of their organizations. Other consultants design and 
conduct workshops, problem-solving conferences, or seminars. Com- 
panies supplying new technology such as machine-based information 
services or word-processing machines often provide the training needed 
to use the technology effectively. Such training efforts may be very brief 
updates or reviews; in other instances, the training may be a phased 
program executed over a period of several months or years. For example, 
the Office of Management Studies has conducted workshops focused on 
special issues selected by individual libraries, as well as long-term 
projects aimed at training supervisory staff to implement a 
performance-appraisal program over the course of eighteen months.3 
Consultants who assist in training can offer libraries expertise that may 
not be available on staff, and a broader perspective on the current state of 
the art of training. In addition, the organization is able to concentrate its 
limited resources on developing staff rather than on maintenance of a 
training office. 
A final role is that of process counselor. In this capacity, consul- 
tants provide advice and assistance to the client in defining and imple- 
menting developmental processes. These processes may be planning, 
problem-solving, training, or conflict-negotiating activities, or they 
may be broad change strategies involving several of these activities. 
Management and collection self-studies designed and operated by the 
Officeof Management Studies (OMS) are examples of this a p p r ~ a c h . ~  In 
these library studies, consultants from OMS are retained by the library 
to assist in the conduct of comprehensive self-studies that may focus on 
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management issues or collection development and maintenance issues. 
Staff study groups are created to collect data, conduct analyses, and 
make recommendations, while OMS consultants assist by providing 
study procedures, helping in the planning process, conducting training 
in analytical methods and group decision-making procedures, and 
providing objective assessment of products developed during the study. 
Consultants in this role do not advocate solutions or propose 
recommendations. Instead, they advise the organization on how to 
address the issues. In this use, the organization has the responsibility for 
identifying and dealing with the issues. Given a perception of inade- 
quate communication, for example, consultants will help the client 
specify the problems, suggest methods for securing more information 
on the situation, and recommend ways the organization can diagnose 
the causes and develop ideas for dealing with the problem. 
This approach to using consultants develops the organization’s 
problem-solving capacities which can be used in future situations; 
builds a climate of understanding and support for changes required to 
improve the situation; leads to a more active, energetic and committed 
staff acting in a responsible way to deal with their ongoing situation; 
frees the staff from expending energy on designing study procedures; 
and allows them to concentrate on the content issues. 
The potential contributions of consultants range well beyond the 
traditional concept of external experts coming into an organization to 
determine the problems that may exist and to recommend solutions. 
Consultants may appropriately be retained to assist a healthy organiza- 
tion prepare for the future, exploit current opportunities, or strengthen 
further present problem-solving capabilities. 
Clearly, there are many advantages gained by employing consul- 
tants. Consultants can provide the impetus for action that can lead to a 
number of beneficial outcomes for the institution. In addition to their 
external, objective point of view, they also can contribute expertise in 
specialized areas that might not be available internally, and they bring 
with them information on how to deal with problems that can apply to 
the immediate situation. Finally, they can supply a degree of credibility 
as outside experts which may influence internal groups. 
There are also certain limitations and disadvantages in using exter- 
nal consultants. The direct cost of retaining consultants may consume 
funds that could be used for other purposes. Most libraries have great 
difficulty finding the money to support major studies by large consult- 
ing firms. Even locating a few thousand dollars required for a short- 
term project can be difficult. However, in practice, a library can secure 
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financial support if both its needs and the anticipated contribution of 
the consultants are well defined. Many universities have discretionary 
funds that ran be used for deserving projects, and frequently local 
donors or foundations find such short-term projects of considerable 
merit. Of course, federal funding for planning studies is also available 
through agencies such as the National Endowment for the Humanities. 
Other problems that may occur inrlude: 
1. the consultants’ workload may interfere with their ability to respond; 
2. 	at some point in the project the consultants’ skills, experience, or 
knowledge may prove to be inadequate for the job; 
3. 	the consultants may apply someone else’s solutions to the present 
situation; 
4. 	staff changes at the consulting firm can cause unexpected reassign- 
ments of key personnel; 
5. a poor and unacceptable report may be produced as the result of 
inadequate investigation or time spent on writing the final report; 
and 
6. conflict between the consultants and staff members may jeopardize 
the project. 
The  causes for breakdowns in the consulting relationship are var- 
ied. It is clear that lack of a clear statement of problems, lack of a sound 
contract, absence of feedback during the course of the project, and 
passive dependence upon the consultants’ skills will assure limited 
results. Thus, the client’s approach to managing the consulting rela- 
tionship often determines the success of the project. 
T H E  DECISION TO USE CONSULTANTS 
Need and Timing 
The decision to use consultants should come only after discussions 
leading to the judgment that external resources can contribute to resolu-
tion of a problem which cannot be handled with available resources. An 
understanding of the problem situation should be well developed, 
recognizing the tendencies of participants to see only symptoms, to 
jump to conclusions concerning solutions, and to possess a subjective 
view of the people and the issues. One way to view the problem is as an 
illness, in which the symptoms are identifiable but the causes are 
somewhat obscure. If standard remedies have not worked, a new 
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approach or an imaginative insight may be needed. The difficulty, of 
course, is specifying what elements need attention. 
A crucial step is the development of a statement or description of 
the problem situation which focuses on what needs to be changed. 
Starting with the problems, not the answers, the statement should 
present all the important factors and constraints in the situation. One 
way of doing this is to formulate several different definitions of the 
problcm situation. A discussion of different definitions will help the 
library staff as well as the consultants to examine the underlying 
assumptions, the need for additional information, and possible 
approaches. 
The desired outcomes of the possible consultation also should be 
defined in advance. If, for example, the problem appears to be a break- 
down in communication, then specific bench marks should be estab- 
lished to allow feedback on whether progress is being made toward 
improving this situation. The goals for improvement need to be spelled 
out in order to know when the problem is resolved. The consultants 
then have a point of deparrure to work from, possibly modify and use to 
direct the design of the consulting intervention. 
The questions that may be asked at this point serve to clarify the 
readiness of the organization to move into this type of helpingrelation-
ship. Are the consultants being asked to do something that the staff 
should be doing? Is an executive decision called for? Or is it necessary for 
the department heads to develop operating policies? Frequently, dissa- 
tisfaction can be resolved by the staff’s taking responsibility for doing 
something relatively directly. Furthermore, the library needs to ask 
what has been tried in the past to solve the problem. 
It is also appropriate to consider the readiness of the library to work 
constructively with consultants on the project. An assessment of timing 
and the organizational climate, including levels of staff interest and 
energy, is critical. Are the library staff and, particularly, the key execu- 
tives able to work in a helping relationship with the consultants? The 
helping relationship requires much attention from the person being 
helped. The client must be willing to be influenced and to play an active 
role in the process of working through the problem. If there is dogmatic 
opposition to consultants or if staff members want to leave the problem 
entirely to the consultants, the potential of a consulting project’s success 
is severely limited. 
The organization also must be prepared to cope with the process 
and the results. While the need for help may always be present, the issue 
is whether the capacity for action exists. Chief executives engaging 
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consultants should ask themselves if they are prepared to act on the 
results. The failure to recognize the implicit commitment to action can 
cause frustration and adverse reactions, which can be doubly expensive. 
Selection 
Once the library has decided that consultants have potential value, 
anti the role and function of consultants has been thought through, then 
the process of selecting the person or group begins. This  should include 
an assessment of the knowledge, capability and experience of the pro- 
spective consultants as well as their credibility and responsiveness. 
While the knowledge, skills and attitudes of consultants are central 
elements in the assessment procedure, the experience of the consultants 
will be the single greatest contribution. Therefore, the decision should 
take into account whether the consultants have worked successfully 
with the library’s type of situation and whether their experience can 
help resolve the problem. An investigation of the consultants’ creden- 
tials and past work can help answer these questions. 
Beyond their experience, the ability of the prospective consultants 
to ielate to the library’s need and establish a rapport also should be taken 
into account. Are theconsultants compatible with the library in point of 
view and philosophy, and are they willing to work within the library’s 
requirements? Furthermore, the consultants should be able to win 
acceptance by major constituent groups involved in the situation. 
Finally, the working relationship between the consultants and the 
library requires the development of mutual respect which is based on 
trust and confidence. Nothing can be accomplished with suspicion, 
secrecy, or surprises. The  client should find consultants willing to listen 
and able to understand the situation, to pick up  on elements viewed as 
important, and to respond to concerns. 
In assessing prospective consultants, the types of questions that 
may be asked include: What experience do the consultants have with 
this type of problem? How have other clients felt about their working 
relationships with the consultants? Are the consultants willing to work 
the problem through before coming u p  with a solution? Are the consul- 
tants able to recognize when the problem is beyond their capabilities? 
How do the consultants evaluate their success? How do the consultants 
propose to involve the staff in the consultation process? 
Consulting Firms and Costs 
At least four types of consulting firms are available. First are the 
large multidisciplinary firms with extensive resources to conduct man- 
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power studies, organizational studies, classification studies, or other 
specialized management and technical investigations. While these cor- 
porations can have considerable i m p a ~ t , ~  individual libraries have diffi- 
culty affording the rather high price tags for their services. In  addition, 
there is inevitably a period of indoctrination of nonlibrarian consul- 
tants. A second type of consulting resource is the library-based consult- 
ing firm, which sees its primary specialty and principal focus to be 
library organirations. Such firms are frequently smaller, have flexible 
staffing arrangements, and engage specialists familiar with libraries. 
‘Third, there are individuals acting as consultants on  a part-time basis. 
These individuals usually are librarians or faculty with particular skills 
and national reputations whom libraries engage for their particular 
philosophies or perspectives. Fourth, there is increasing availability of 
consultative assistance from library organirations, such as associations, 
regional networks and state agencies. Such consulting services fre- 
quently are subsidized, topically oriented, and responsive to individual 
needs. 
Regardless of the type or sire of consulting firnis being considered, 
they should be evaluated as an individual would be. While every firm 
will accept responsibility for reaching desired objectives, the library will 
be working with assigned individuals, and it is crucial to findout about 
their experience, style of operation, and effectiveness. 
Most consultants establish their fees on an hourly or  daily basis. 
This rate is applied to the amount of time estimated for completion of 
the assignment. The  rate depends on the amount of experience and 
reputation o f  the individual, as well as the specialty. For example, the 
part-time consultant may charge $100 or $150 a day, while a major 
management consulting firm will cost $400 to $600 a day. While the 
standard fee may sound exorbitant, it covers overhead, support services 
and management time, in addition to the salary and benefits of the 
individual. In negotiating the consultant arrangements, the staff fees, 
travel costs and chargeable nontravel-related expenses (e.g., typing of 
the report) should be spelled out. 
THE EFFECTIVE USE OF CONSULTANTS 
Advance Preparation 
Organizational understanding of and support for the use of consul-
tants should be developed in advance of the consultants’ arrival. This 
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can be done through exploratory discussions involving key administra- 
tors and appropriate staff. As noted previously, it is important at this 
stage to focus the discussions on the problem area and what needs to be 
done. Developing initial staff understanding arid acceptance of consul- 
tants will greatly aid the processes involved in gathering information, 
analyzing the situation, and acting on recommendations which may 
result. 
Some thought should be devoted to the initial contact. The first 
exchange should acquaint the consultants with the overall character of 
the situation and the target problem, and the (onsultants should have 
an opportunity to relate their experiences in dealing with the type o f  
problem presented. A meeting should ideally take place in the library, 
which enables consultants to secure an impression of the environment 
and setting. At this meeting both parties should examine the reasons for 
retaining the consultant, the problem situation, and what options 
might exist for dealing with the problem. Out of these discussions, a 
basis for establishing a contract is developed. A final decision of whether 
to use the consultant5 should be made, based on these initial contacts, 
after some reflection on the applicability of their resources as well as the 
suitability of the working relationship. 
The Consultant Contract 
In working with consultants, a shared understanding of the prob- 
lem and how it will be addressed needs to be developed. This is usefully 
formalized as a contract which establishes ground rules, schedules, 
products, fees, and so forth. The contract should be prepared by the 
consultants following initial discussions with the client aimed at clari- 
fying the problem and how it is to be addressed. The consultants present 
their understanding of the issues and propose a process for addressing 
them. The consultants will demonstrate in this fashion how responsive 
they are to the initial expressions of the client. The document should 
note who has responsibility for doing what. For example, if the consul- 
tants are required to produce a report, who owns it and what type o f  
distribution will it receive? Possible contingencies should be consi- 
dered, and the option of disengagement at any point where there is 
unresolved dissatisfaction should be included. The contract formula- 
tion is a point at which the task is defined and the procedures for 
addressing the task are spelled out,6 and at which expectations of both 
parties can be specified and future developments anticipated. It requires 
both parties to think through their positions and begin a working 
relationship with clear communication and mutual understandings. 
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While some of these understandings will be maintained via informal 
arrangements, the formal contract assures the client that key issues are 
addressed in a way that allows for future reference. 
Consultant Orientation 
At the outset of any problem-solving venture, external consultants 
require a period of education and orientation. The  client can assure a 
much more productive relationship if this process is carefully attended 
to. Briefing the consultants should bring them to a level of understand-
ing that enables them to propose a strategy for gathering information, 
completing a diagnosis, and developing recommendations. The  brief- 
ing can start with background documents, such as previous consultant 
reports, accreditation studies, committee reports, or routine administra- 
tive reports. The  briefing should ensure that the consultants are exposed 
to several points of view in addition to the chief executive’s understand- 
ing of the situation. Experienced consultants will quickly learn about 
the nature and character of the situation and briefing will not require a 
large investment of time. However, where the consultants are not librar- 
ians or are not aware of library functions, the client should be prepared 
to invcst a large amount of time and energy in this initial stage. 
The  other part of orientation involves building an acceptance for 
the consultants and the developmental process. This  is a difficult chal- 
lenge that calls for initiative from the chief executive aimed at building 
a climate of support and trust. The  staff will want to know why the 
consultants have been retained, the goals of the project, and how the 
work will affect them. The  need for staff-wide orientation is particularly 
important when the project is envisioned as a long-term effort affecting 
several parts of the organization. A staff seminar often works well as a 
general briefing. In this setting the consultants and the director can 
review the project, answer questions, and ask for support. Typically, the 
staff will want to know how the work will be done, the extent of staff 
involvement in the effort, and the type of results expected. 
O n  another level, key administrative staff both within the library 
and in the university should be informed about the project. This  is 
probably best done through some face-to-face discussions, possibly as 
part of regularly scheduled meetings. The  important aspect of these 
meetings is informing these key people of the chief executive’s support 
for the project and the role the consultants will play in the conduct of 
the study. The director should clarify the amount of authority the 
consultants will have, the resources being made available to them, and 
the impact the project will have on day-to-day operations. 
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While the need to inform key staff of plans and prospects exists, 
there is also the danger of spending too mcuh time communicating and 
thereby overexposing the consultants to what may be unnecessary 
debates over the project. Some balance needs to be secured in the com- 
munication process which alerts staff to the project but does not siphon 
off the energy or resources required for effective completion of the effort. 
One of the best ways of assuring success of the project and maximiz- 
ing its benefits is to assign a talented staff member to the consulting 
team. This individual can help acquaint the consultant with the idio- 
syncrasies of the situation, provide help in gathering information and 
analyzing the problem, and generally act as an integral functioning 
member of the consultant team. At the conclusion of the effort, the 
library staff member will be available to explain rationale and answcr 
questions on intent, and will have gained consulting skills that may be 
applied to other problems. 
After the consultants have been oriented to the organization and 
have had a chance to look over the situation, project strategy and plans 
should be developed. Most problem-solving processes experience typi- 
cal work cycles that include: identifying the problem, gathering infor- 
mation on the problem, developing an understanding of causal factors 
and what might be done to deal with these forces, designing alternative 
approaches to improving the situation, testing and acting on the recom- 
mended improvements, and assessing the impact of the changes, includ- 
ing costs. The client should be aware of where the consultants can make 
contributions in each of these phases and be prepared to manage the 
process from beginning to end. This means reviewing plans, checking 
progress, identifying major developments, and monitoring results. The 
consultants will make proposals in terms of what categories of informa- 
tion will be needed, how to get necessary information, what methods 
will be used for analyzing data, and how the progress and results of the 
effort will be reviewed and communicated. The chief executive and key 
administrative staff should react to these plans in terms of suitability 
and feasibility. I t  is important that library staff be a functioning part of 
this planning process and retain responsibility for major strategic deci- 
sions. While it is important to manage the consulting project, the 
library should guard against compromising the integrity of consul- 
tants. Monitoring the work of the consultants should not mean writing 
the report or dictating the results. 
LIBRARY TRENDS 356 
Effect iw UJe of Lzbrary Consultants 
Access to Information 
A critical issue at an early point in the consulting project is how to 
get information on the problem. The  four basic ways of doing this in an 
organi~ational setting are: reviewing documents, observing operations, 
designing questionnaires arid conducting surveys, and interviewing 
staff, users, and administrators. Each method has advantages and disad- 
vantages, and the consultant$’ choice of strategy should be fully under- 
standable to the client. All relevant internal documents should be 
readily available to the consultants, all interview guides and question- 
naires should be reviewed by library staff prior to use, and the rationale 
for information collection and analysis should be reviewed by the chief 
executive. 
Another aspect of information concerns treatment of data collected 
during the study. People providing data have an implicit right to see the 
results. Therefore, the consultant should be prepared to report the 
results of surveys and interviews in a timely fashion. This is generally 
best done by presenting summaries and highlighting data without 
attaching names. Assuring anonymity while providing open access to 
the data generally satisfies the staff that their contributions are being 
dealt with in a professional and responsive fashion. Thechief executive 
and administrative staff should observe the treatment of the data secured 
in this process to assure that information is reported in a way which 
addresses the issues and does not damage the individuals supplying it. 
Working Relationships 
A close working relationship between the client and consultants 
increases the potential for making effective changes and for implement- 
ing recommendations resulting from the effort. Obtaining a close work- 
ing relationship, however, requires time and attention. A first condition 
is mutual trust and confidence, as evidenced in the establishment of the 
relationship and preparation of the consulting contract. Next comes 
joint exploration of the problem, as evidenced by the planning process. 
Subsequently, the process of discovery and learning should be mutual. 
The job of theclient is topush and probe the thinkingof the consultants 
in order to grasp the rationale, intent and implications of study results. 
At each step of the development of the working relationship, expecta- 
tions held by both parties need to be communicated and related to 
WINTER 1980 357 
D U A N E  WEBSTER & J O H N  LORENZ 
available capabilities. The  evolution of the relationship should not, 
however, lead to a dependency where either the consultants or the client 
is relied upon to do all the thinking, come up  with all the ideas, or 
produce solutions to all issues. 
The potential problems in developing a working relationship are 
easily identified. First, the consultants may not understand the problem 
adequately. In this case, the client needs to test and retest the consul- 
tants’ perspectives. This process of communication is best accom- 
plished via joint exploration of the issues rather than a process of 
debate. Second, there can be a problem if the role of the consultant is 
unclear. The  initial contracting activity will need renewal as the study 
progresses to ensure that roles and relationships are modified with the 
benefit of experience and that changes are understood. A third problem 
in the development of a sound working relationship can come from an  
expectation of fast action and quick results. Clients have high aspira- 
tions for impact, yet time is needed for consultants to learn and for ideas 
to develop. Patience on the part of the client is most helpful in encou- 
raging a speedy culmination of project efforts. A corollary problem is 
failure of the consultants to meet established deadlines. This is destruc- 
tive for a working relationship because it erodes confidence in the 
capacity of the consultants to produce. The  client deserves a warning if 
the schedule milestones will not be met, and the schedule should be 
reworked to accommodate the needs of the client as well as the capabili- 
ties of the consultants. If consultants consistently fail to meet agreed- 
upon schedules, the library may have to call for termination of the 
working relationship. 
Dealing with the Results 
The major findings and final recommendations of the consulting 
project should not present surprises to the client. If the results are 
unexpected, then the working relationship outlined above has not 
occurred. The  client should know the direction of the study and be 
aware of the principal conclusions as they are being developed. 
At the close of the project there should be an  executive review of 
products and the process. This executive review should consider initial 
expectations and how well they have been met by the consultants, and 
should look at the success of the recommendations in addressing the 
concerns identified at the outset and clarified during the process of 
investigation. The  original contract should be checked against the 
results to assure that the consultants have met the agreed-upon 
commitments. 
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As a first step in reviewing results, the key executives in the library 
and university should be briefed by the consultants. The principal 
purpose of the executive review is to establish the validity of findings 
and the persuasiveness of the recommendations. The consultants will 
probably provide a written document, but some sort of verbal review 
will be required for full explanation and sound understanding. The 
executives involved have a responsibility to be open and candid about 
any concerns they might have or areas in which they may not fully 
understand the ideas being presented. While the executives should not 
be required to pledge adherence to the recommendations at this point, 
they should comprehend the meaning of what is being proposed, and 
the consultants deserve to know what reservations may be present about 
the feasibility and utility of the propositions. 
In most instances, a full report should be made available to the staff. 
Where personal advice is appropriate for key executives, it may be best 
provided directly without the need for a confidential report. While it is 
common practice to produce confidential consultants’ reports intended 
for limited audiences, this has many adverse consequences that should 
be considered. Rumors often exaggerate the content. Copies are fre- 
quently distributed in a clandestine fashion. The recommendations 
often are distorted and misinterpreted. The key point, however, relates 
to the process of change. Such a process requires a distributed under- 
standing of the reasons for and the direction of change. If these reasons 
are obscured in a mysterious document, the impetus for change and 
improvement is slowed. As noted earlier, the various staff contributing 
to the study and affected by the study results deserve LOknow about what 
has transpired. 
Beyond basic courtesy, however, the process of planned change 
requires that the ideas being presented be understood by the people 
required to act upon them. This knowledge includes an understanding 
of the forces calling for the change, as well as an acceptance of the ideas 
for action. Therefore, the consultants’ report should be made available 
to interested and affected elements of the general staff. The distribution 
of the report should be accompanied by a note from the chief executive 
providing a context for conduct of the study and preparation of the 
report, indicating the approach to be taken to the implementation- 
planning process, and asking for comments and reactions from the staff. 
A way of assuring useful feedback is to ask the staff to consider several 
questions as they review the report. For example, what do they consider 
to be the most important findings and recommendations? What impor- 
tant gaps exist within the report and how should they be addressed? 
What changes in operation would represent significant movement in 
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the implementation of the report? These questions provide a format for 
positive reaction to the report and constructive feedback that can con- 
tribute to the implementation process. 
The implementation strategy evolves from the methodology used 
in conducting the study arid distributing the results. The content of the 
consultants’ recommendations will be the determining factor in decid- 
ing upon the approach to be taken. A common pattern includes: com- 
munication and distribution of results, discussion of findings and 
recommendations, establishment of priorities, and development of a 
course of artion to implement the results. The development of a strategy 
begins with a discussion of results with administration from the govern- 
ing body of the library. 
Most reports contain two types of recommendations-a series of 
specific actions that individuals, groups or units can accomplish in a 
short time with few resources, and broader concerns requiring concerted 
attention over a longer period of time. In approaching the latter type of 
recommendation it should be recogniLed that most organizations are 
capable of working on only a limited number of major projects. The 
Office of Management Studies has produced a guide to implementation 
planning for organizational studies which is available upon request.? 
Assessing the Consultation 
It is extremely difficult to assess the success of a consultingarrange-
mrnt, and very typically attention ends up focusing on the readability 
and persuasiveness of the final report. This is followed by a review of the 
action taken on recommendations and their implementation. But as 
valuable as an inventory of actions and responses may be, the real 
measure of success of the consultation calls for a reconsideration of the 
issues that prompted retention of the consultant in the first place. Ha5 
thc problem been resolbed? What is the difference in organizational 
performance? Where is the impact of the consultant arrangement most 
noticeable? In addition to this set of questions, consideration should 
also be directed at the results of the helping relationship itself. Has i t  left 
staff in a better position to deal with problems on an ongoing basis? Is 
there an improved response to change within the, organization? Has the 
consulting arrangement left staff in a more energetic or positive state? 
Clrarly, the consultants have failed if they have left the staff feeling 
dependent on them or if the staff believes the situation is hopeless. 
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FIJTURE DIRECTIONS 
The consulting relationship is first and foremost a helping rela- 
tionship aimed at securing constructive and useful change. As a result, 
the process for creating and exploiting the relationship requires atten- 
tion from the client as well as the consultants. While the client can do a 
number of things to assure the maintenance of an effective relationship, 
there is also a need within the library profession to develop competent 
consultants trained in the process of assisting rather than prescribing. 
Technical expertise is available but the harnessing of this talent is 
haphazard and ineffective. The result is that the need for consultants is 
outpacing their availability. 
Some responses are being made to meet this need for consulting 
talent. The U.S. Office of Education is funding a training effort at the 
University of Pittsburgh.8 The Office of Management Studies at the 
Association of Research Libraries is starting an Academic Library Con- 
sultan t Training Program.9 Training opportunities in this area pro- 
vided by University Associates and National Training Laboratories also 
can be used by librarians.10 With these opportunities for librarians to 
receive sound training as consultants, the increased availability of talent 
should allow libraries to get the help they need in introducing change to 
their organizations. 
New directions in library consulting can be predicted. First, the use 
of networks and regional cooperation will become more important. 
These agencies have a great stake in developing the rapacity of libraries, 
particularly in terms of responding to new systems and national or 
regional resources. As a result, they will be defining consulting talent to 
enable individual libraries to contribute effectively to the operation of 
envisioned decentralized networks. 
Another trend involves process consulting, as compared with tech- 
nical advice, where methods for introducing change and developing 
in-house capacity for problem-solving will be the focus of consulting 
rather than simple resolution of the immediate crisis. Interdisciplinary 
teams made up of librarian and nonlibrarian talent will collaborate to 
design creative alternative ways of dealing with individual problems. 
Finally, more libraries will tuin to external resources to aid in 
developing situations and organizations that are initially sound. This is 
a matter of anticipating future developmental needs rather than 
responding to existing problems. 
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Preparing for thc future calls for an expansion o f  mrthods, resour-
ces, and vision. In order to hclp meet these challenges, libraries can us(' 
consultants to assist in sharpening perceptions, designing imaginative 
alternatives, arid stimulating action. 
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